T he issues of autonomy and accountability, in fact, relate to the governance of higher education institutions (HEIs). Historically, there has never been a doubt about the academic freedom of HEIs in the civilized world though it might have differed in scope and content. It is a norm now to extend autonomy to HEIs in most countries including developing countries and even those operating under closed political systems. HEIs in various countries evolved in response to the needs of business, economy, and society. The raison d'être for the extension of autonomy is the fundamental belief that it will increase the flexibility and speed that the institutions require to address the needs of the society and the economy. Autonomy ensures optimum allocation of resources for achieving HEIs' stated goals and missions. The decision cannot be optimum if they cannot be made by the people who are directly responsible for supplying services. To respond to the stakeholders and the society's changing needs quickly, HEIs must be innovative, creative, and enterprising. It is doubtful that a state-controlled and financially dependent institution, devoid of autonomy, is likely to be enterprising, innovative, and creative; it will be over-bureaucratic and wasteful in utilizing the scarce resources (human capital and money).
WHAT IS AUTONOMY?
Autonomy is the privilege and the capacity of an institution to act by its own choices in pursuit of its mission and goals. The degree of autonomy depends on the extent an institution can decide its own actions and the extent it is directed to follow directions and actions not of its choice. Hence, autonomy means unconstrained freedom of action and capacity of action within the established norms, goals, mission, structure, systems, and processes of the institution. As I argue later, unconstrained autonomy bags more accountability.
Autonomy in the case of HEIs encompasses operational or institutional autonomy, academic freedom, and financial autonomy. I will explain each of them. Without financial autonomy, no institution can have effective institutional and academic autonomy unless the funding agencies grant financial autonomy by a contract that is either legally or socially enforceable. The past traditions, based on mutual trust and respect between the institutions and fund providers (may be read as government), may also ensure financial autonomy, if not absolutely, but to a great extent, functionally useful and viable.
Academic Autonomy
From ancient times, the civilized world has developed and practised models of academic freedom; a student is free to learn what he or she chooses to learn; a teacher is free to teach and research what he or she chooses to teach and research. This freedom is recognized everywhere, legally or by tradition and practice, irrespective of financial dependence or independence of an academic institution. This has resulted in intellectual wealth of great quality. Whenever this privilege is violated, it creates uproar, anger, and anguish. In democratically functioning societies, everyone including the state takes academic freedom for granted. An operational definition of academic freedom is: "It is the unfettered choice of an individual teacher to teach and write and pursue research, irrespective of what it leads to, without any fear from anywhere."
Institutional Autonomy
Institutional autonomy goes beyond academic freedom and includes operational freedom and the freedom of deciding the framework and structure of the decisionmaking process. Institutional autonomy guarantees that the institution is entitled to determine its structure, systems, mission, goals, and priorities consistent with the societal needs and take decisions independently. Generally, in case of the state-funded HEIs, the state, through policy deliberations with various segments of the society, provides for an organizational structure that will ensure the autonomous decision-making and functioning of HEIs. In a fair and transparent manner, it will also put a governing board in place that will comprise eminent people from different sectors -education, business, government, social organizations, etc. The institutional autonomy will be diluted if the governing board is constituted on political considerations rather than based on the demands of competent governance. The role of the governing board will be to provide broad policy guidelines, strategic directions, and help the head (say, the director) of the institution to raise funds. The board will also ensure academic autonomy and freedom of decision-making to the faculty and protect it. It is perhaps desirable that the governing board and the faculty, rather than the government, should have a greater say in appointing the director to ensure autonomy. The real autonomy will lie with the authority and freedom of academic staff ensuring the efficient and effective functioning of the institution. Knowledge is the core of an academic institution. It is the faculty members who create and disseminate knowledge. Hence, they should be at the centre stage of decision-making. The most critical ingredients of institutional autonomy include the freedom of the faculty members to:
• select students • develop processes to recruit academic and nonacademic staff • set standards of teaching, research, and faculty and student performance • decide to whom to award degrees • design its curriculum and offer new courses as demanded by changing needs of the economy and the society • innovate in teaching methodology • allocate funds received from any source.
Financial Autonomy
Financial autonomy means the freedom to raise and use funds. Any institution that raises its own funds can decide to use it according to its internal rules, systems, processes etc.; it should not be constrained by the external influences and control to use funds. Hence, it will enjoy financial autonomy. An institution, dependent on the government funds, may enjoy financial autonomy in different degrees. It will have financial autonomy if it has independent decision-making power to use its own and the government funds. The state may behave differently. It may interfere with certain areas of decision-making and spending; or it may play the role of a facilitator and counsellor and actively or passively guide the utilization of funds; or it may ask the financially supported institution to be subservient to its diktat; or it may provide financial support without any intervention. The resource dependence of HEIs on the government funding (and other funding sources) necessitates them to depend on their environment. At times, they may find it difficult to maintain autonomy and will be confronted with outside interference and controlquite a dysfunctional situation for discharging their stated gaols and missions. Notwithstanding the financial dependence and diluted autonomy, there are HEIs like JNU or Delhi School of Economics that have maintained high academic standards since these institutions do enjoy academic freedom.
A multiple-source and self-generated funding is central to an institution's financial autonomy. Through a conscious decision, most governments worldwide are reducing their share in funding HEIs. They are demanding HEIs to raise their own funds (by deciding on fees and other sources of income) and do a lot with lesser government financial support. For example, apart from the developed countries, in developing countries like Indonesia, Malaysia, Thailand, and Bangladesh, governments have passed legislations in favour of the privatization of higher education. Some governments are prepared to make strategic investments in highly achievement-oriented and internationally acclaimed HEIs and accord them full autonomy. South Korea is an example. The Expenditure Reform Commission, India, recommended a liberal funding without much of administrative and financial strings and with full autonomy to 'outstanding and internationally' autonomous institutions (ERC Report, p 207). It is paradoxical to note that in some quarters in India, people argue that the higher education professional institutions like IIMs and IITs should have financial dependence on the state in spite of their capabilities to raise their own funds. It is not good economics.
Link between Institutional and Financial Autonomy
Given the fact that certain HEIs will remain financially dependent on the government, willingly or forcefully or otherwise, could they retain both financial autonomy and institutional autonomy? Autonomy means accountability. Assuming that we are able to specify accountability for these institutions, the government must allow these institutions to function as autonomous institutions so that they could achieve excellence in meeting their goals, mission, etc. It is incongruous to think that an institution will have full institutional autonomy without financial autonomy; they are interlinked and inseparable. By financial autonomy, I mean the ability and capability of an institution to spend money according to its strategic and operating priorities to achieve its stated goals. Of course, there are institutions that have functional and financial autonomy but have not performed well. To satisfy all ingredients of institutional autonomy as spelt earlier in this paper, having financial autonomy is a necessary condition. Usually, governments, including in India, give funding on the basis of the number of students enrolled in degree/diploma programmes. Thus, a simple mechanism of allowing financial autonomy with accountability is assessing an institution's effectiveness in imparting knowledge to the admitted students. It should be understood that an institution imparting quality education should decide on the number of students and the fees. The government can then decide what percentage of fees it will like to reimburse to the institution. This process will ensure the autonomy of HEIs.
ACCOUNTABILITY
Autonomy or no autonomy, all organizations, including institutions of higher education, are accountable to its stakeholders in particular and to the society in general. Autonomy of publicly funded institutions also implies societal accountability. Greater autonomy to these institutions means greater accountability to the society. Normally, accountability means measuring the efficiency and effectiveness of what an institution does. If an institution does well (in terms of quality) what it is intended to do, it is efficient. If it utilizes resources economically and judiciously, it is effective. Accountability pre-supposes clearly defined mission, goals, initiatives, etc. and performance measurement indicators. Excellent institutions clearly state where and how they seek to excel and accomplish objectives. For highly acclaimed HEIs, it is sufficient to submit the audited financial statement to the government and other providers of funds. Their performance and achievements should be so visible that they should not be subjected to bureaucratic controls and reporting and auditing. However, I would suggest that such institutions should also prepare periodically a 'social report' listing their contributions to the society. For example, IITs and IIMs are known for the quality of their students and research, but they have also made tremendous impact and contribution in many socially desirable sectors purely due to the self-motivated initiatives of individuals and groups of faculty members.
Accountability will be wanting from HEIs if the society loses trust in them. If that is the case, the challenge is to regain the society's trust. The institutions should strive to strike a balance between stakeholders' needs, societal demands, and institutional autonomy. A socially responsible HEI will do the following to discharge its societal accountability:
• Serve as a resource and champion for public policy and issues.
• Ensure admission to all qualified students from all sections of the society.
• Ensure quality education and research.
• Help in professionalizing management practice of socially desirable, but under-managed sectors.
• Assist business and industry through training, research, and consultancy.
• Research on the issues that are significant for the government, the industry, and other sectors and disseminate the research findings.
• Collaborate with other academic institutions to help them improve their academic standards.
• Sensitize the participants in various education programmes to the concerns and needs of the society. We must understand that accountability can restrain the institutional and academic autonomy. The idea that those who fund higher education should have the right to determine how funds are spent might erode autonomy and would be dysfunctional to the efficient and effective functioning of HEIs. It is not only the government but also the industry and other agencies that fund higher education which demand accountability. Corporate or non-corporate organizations funding the research of faculty members may demand specific results. This will erode their intellectual freedom and capacity. In the name of accountability and efficiency, corporate sector practices and bureaucracy may be imposed on the HEIs. Both 'managerism' and 'bureaucratization' will prove fatal to the very survival of institutional autonomy -an essential condition for achieving excellence. HEIs are mission-oriented organizations. Their accountability lies in achieving their missions.
GOVERNANCE
Governance assumes a decision-making structure and performance evaluation. The issues of governance become more complex in the case of HEIs as there are no directly identifiable owners and they have multiple sources of funds in the form of grants and donations. They are also coalitions of different groups and their actions are not measurable in financial terms, though they have tremendous impact on the society. What is the governance model that can be applied to such organizations?
I shall take the example of Indian Institute of Management, Ahmedabad (IIMA) to illustrate the practice of governance at HEIs. IIMA was the result of the grand vision of Dr Vikaram Sarabhai. It is a fine example of the trustworthy partnership and cooperation between the state and the central governments and private industry. In the beginning, it received substantial funds from the government. Over the years, with government support and its own initiatives of raising funds, its dependence on the government funds has reduced. In the past, persons of great stature and eminence like Shri Keshub Mahindra, Dr I G Patel, and Shri P L Tandon have served as the Chairman/President of the IIMA governing board. Reputed people with great distinction from all walks of life are serving as members on the IIMA board. IIMA was created with a clear mission of professionalizing management education and practice. From the very beginning, the founding fathers created a value system that led faculty members to excel in teaching, research, training, and consulting. It is worth noting that IIMA was created as a management institute rather than a business school. As a management institute, its scope was much broader than being merely confined to the business sector. It was designed to cater to all sectors and particularly those that were socially desirable. IIMA, from its inception, committed itself to professionalize management practices of the business sector as well as agriculture and public systems (education, energy, transport, infrastructure,etc.). Over the years, many more new sectors have been added. IIMA is functioning as a autonomous institution while diligently serving the societal needs.
The achievements of IIMs in general and IIMA in particular are well known. What has motivated IIMA to achieve what it has achieved? It is the autonomy of the faculty members that has motivated them to achieve excellence. Their salaries and other monetary benefits are not very high by world standards or industry standards. Consulting adds a little more to their monetary benefits. It, however, has a much broader objective; it is a mechanism of learning about the management practice and using this knowledge to enrich students and other participants in the education programmes. It also provides good ideas and rich material for research. IIMs should have appropriate processes to link consulting with teaching and research.
The faculty is the core of an institution's performance and excellence. As the mission of HEIs like IIMs is to professionalize management practice and education in India, the faculty members assume the centrestage in achieving this mission. The faculty members are not managers; they are knowledge creators and intellectuals. Any system of governance that interferes with their autonomous functioning will be dysfunctional. IIMA is a faculty driven and managed institute. The faculty has all the responsibilities to discharge its duties without any authority. IIMA faculty, to my knowledge and experience, is amongst the most committed and competent faculty in India. The faculty members have doctorates from some of the best universities in the world such as Harvard, MIT, Chicago, Berkeley, Stanford, London School of Economics, Delhi School of Economics, and IIMA itself. It is only the academic freedom and autonomy and hence the opportunity to innovate and excel that has kept these faculty members at IIMA. If the government starts governing IIMA by rules and bureaucratic controls, it would mar their creativity and innovativeness and they would not be able to achieve excellence in attaining the institute's mission.
In my experience and as per my knowledge, both the state and the central governments have always supported IIMA in varieties of ways in its endeavour to achieve excellence. IIMA is fortunate to have its well wishers in government and everywhere. No doubt, the government does subject IIMs and IIMA to some administrative and bureaucratic rules and control which at times impede the speed and flexibility of IIMA in the day-to-day operations. But, there was never any substantial interference; the autonomy -financial, academic, and institutional -was respected, by and large. Not that IIMA did not face serious problems; it did but each time the problem was amicably settled. We had mature and responsible people having understanding of mutual constraints on both the sides. Once IIMs and IIMA faced a grave situation where the government wanted it to become a 'national institute' through an act of Parliament. IIMA argued with the minister and the bureaucrats concerned that this will be a disastrous step for the autonomous functioning of IIMs; they understood and agreed with the Institute's point of view.
CONCLUSION
The governance model for HEIs will have to be a normative model -consciously created with specific mission and well-defined goals. In this model, the real decision-making should be with the faculty members who will develop a culture of excellence. The government's role should be to put an eminent board in place which will act as a sounding board for the decisions of the institutes. If the HEIs achieve excellence as determined by the users of teaching, research, consulting, etc., they would have made a tremendous contribution to the society and served their purpose. 
